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OFFICE OF THE SECRETARY OF DEFENSE 


WASHINGTON 


12 April 19148 


Mr. Mathias F. Correa 
Cahill, Gordon, Zachary 
and Reindel 
63 Wall Street 
New York, New York 

Dear Matt: 

In the enclosed memorandum I have set forth some of my 
views on the present position of the survey with recommendations 
for our working program. For the reasons given in my memorandum, 

I believe it is important to consider some of the problems I 
have raised and establish a fairly clear, yet flexible, program, 
Allen and Bill are coming down at the end of the week and I hope 
you will have a chance to go over this paper before then and 
possibly discuss it with them. 

When do you expect to be here again? There has been ■o cmre «-*»<. 
interesting developments! since your last visit. A large meeting 
was held on April 2 , 19 U 8 , at which representatives from CIA, 

AEC and the Military Liaison Committee were present. At that 
meeting the present position of atomic energy intelligence was 
reviewed and it was agreed that there should be appointed to the 
Nuclear Energy Group a scientist acceptable to AEC who would have 


full access to all raw reports and whose judgment would be accepted 

by AEC. 1 



ana wno nas oeen s poteen 01 very 
this certainly looks like a step 

highly by several scientists, j 


in the right direction. I do not have the details of the dis- 
'cussion which led to this decision, but only the above report 
which was given to me by Hillenkoetter. I will try to get a copy 
of the minutes of the meeting, 

I have arranged to see Dr. Henderson, Army, and Dr. Brewer, 
Navy, about this subject and will tell you about my conversations 
with them when you are next in Washington, 

Sincerely yours. 
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OFFICE OF THE SECRETARY OF DEFENSE 

_ WASHINGTON 


13 April 1948 


Mr, Allen Dulls# 

Sullivan and Cromwell 
48 Wall Street 
Mew York, Mew fork 

Dear Allen* 

I have traced the report which you gave m over the telephone 
thle morning, although I do not know the source of the leak. 

The commentator was Felix Morley on his regular program, "Three 
Star Extra" over the BBC at 6*45 m on Monday, April 12, Following 
i* the text of the relevant portion of hie broadcast* 

"Today two investigations were under way in Washington 
to determine why our intelligence service® were so ill pre- 
pared for this coup d'etat, The Mouse of Representatives 
has a special coca&ttee on executive expenditures, its chair- 
man is Hep* Glare Hoffman of Michigan. Today ho 
subcommittee of three to determine why our diplomacy was 
asleep at the switch in Colombia. Frank Hannegan of Three 
Star Extra learns that another investigation by the Bational 
Security Council is also underway. It is headed by Allen 
Bailee and is directed particularly at the hush-hush Central 
Intelligence Agency, organised about a year ago. This wholly 
independent Central Intelligence Agency is supposed to 
what's going on everywhere, seemingly it knew very little about 
affairs is Colombia, Certainly the State Department itself was 
asleep. In Washington alone that Department has around 1100 
executive officers and none of them seems to have had aiy 
inkling of tfcat was being plotted. Somewhere in the bureau- 
ora tie labyrinth somebody might have tipped Marshall off to 
what was coming but seemingly nobody did," 

I believe, that the clamor far a Congressional investigation is 
dying down but^will keep in touch with this and report to you on ^ 
Thursday, Mttlenkoetter has collected a good deal of informti<&$otf 
show that CIA was not caught completely unprepared and, as I mentioned 
in ay letter, is using this occasion to press for a solution of the 
difficulties he has been having with the State Department, 

I am sending a copy of this letter to Bill Jackson and Matt Correa. 

Sincerely, 


Mr, Correa 
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OFFICE OF THE SECRETARY OF DEFENSE _ 

WASHINGTON 


12 April 191*8 


HEMOHAMttiM TO Mr. Dulles 
Mr. Correa 
Mr. Jackson 

This Is an attempt to set forth briefly a summary and appralaal 
of the prevent petition of the Surrey, with recommendations for future 
procedure* 

In agr memorandum of March 12, l?i*8, which it in your filee, I recom- 
mended that the Surrey Group attempt * within a relatively short time, to 
arrive at a genaral appraisal of CIA, its position in the national intelli- 
gence picture and its overall management. I urged that this general 
survey be completed as soon as possible and before looking Into the details 
of CIA operations or of the other intelligence agencies. I suggested that 
this procedure was desirable because the Group sight conclude that detailed 
recommendations -would serve no useful purpose in the absence of changes 
in major policies and among principal personnel. I alto proposed the 
allocation of responsibility to individual members of the Survey Group, 
for inquiry into particular parts of CIA and for the contact with the 
other departments and agencies so as to ensure a fairly rapid overall 
coverage during the first stage. 

Although there seemed, at the time, to be general agreement with 
these recommendations we have in fact departed from them. I suggest 
therefore that we review our present progress and reconsider what should - 

be our priorities and working program. It is appropriate to do this now 
for the further reason that, beginning April 19th we will have at least 
one and probably two additional staff members. The most effective way of 
using them can be determined only in light of our general plan* 

The present picture is approximately the following* - We have already 
collected a fair amount of documentary material, first-hand impressions 
and second-hand reports concerning meat of the principal parts of CIA, 
some of CIA's major problems and the position of CIA in relation t© the 25X1 
other parts of the Government* 
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Mr. Correa has begun inveatigating the prevent arrangement# for 
atomic energy intelligence with which there is general die satisf action# 
He has not yet looked at OCB or the CIA administrative setup* 

Finally, Mr. Jackson has had initial conversations regarding ICAJS 
and OKI I and has also spokan with Qenaral Slbart, head of 00* 




1 have followed up on all of these lines of inquiry and in addition 
have collected information and impressions on the other problems and 
parts of CIA end the intelligence picture in general* This has Included 
contacts with Intelligence personnel in State, Army and Navy. 

Thus, the coverage has been uneven and necessarily incomplete and we 
do not now warn to be succeeding toward an early, overall appraisal of € 14* 
Although we have beer^are still actively concerned in part with some of 
the fundamental problems concerning CIA, we are also giving priority to 
certain specific problems brought urgently to our attention. It seems to 
me that there are a number of difficulties in this procedure which does not 
correspond to any clear objective or. In ay opinion, to the requirements of 
the situation. In the first place, the dissatisfaction with CIA is so 
widespread throughout the government and seme of the Internal problems of 
CIA item so acute that I do not think our present procedure will produce 
adequate results regarding CIA on a priority basis as provided for in the 
terms of Reference for the survey. It is necessary, I believe, to proceed 
on the bests of s staple fairly clear, and flexible, program, which does 
not hart to be substantially altered in order to absorb the particular 
problem* and controversies which will be brought to our attention from 
time to time* He oan expect urgent problems to be referred to us as we 
progress and while we auet, of course, be ready to do what ws can to h elp 
.in these matters , we must not be deflected too widely from our court# * J 


25X1 


I Ae another example, the problem of atomic 

energy intelligence is obviously of outstanding importance, but I am ( 

beginning to doubt whether we can make any effective contribution there 
without placing the problem in its proper setting and examining at the same 
time so m of the broader questions on which it depends (scientific intelli- 
gence generally and CIA’s responsibilities for collection, evaluation and 
coordination). If we do not constantly try to relate specific problems to 
the general setting of which they are a part, we may find ourselves ta cklin g 
symptoms with very little effect upon the causes* 


There are two other things which should also be mentioned in this 
connection. The present procedure is, I think, being seised upon by p m 
of the people who are unfavorable to our efforts as an excuse for saying 
that we are not effectively tackling our job. Thus, in advance, an 
attempt may be made to discount the results of our work. la addition, there 
are within CIA a large number of people who are very friendly to our efforts 
and hopeful that we will help oorrect the deficiencies of the present setup. 
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SECRET 


the moral* of those people Is very low and, rightly or wrongly, ^hey *** 
looking to the Survey to remedy whet they think is a deplorable situatie * 

Finally, events of th# past few months, Including the recent trouhie 
in Bogota — on which subject Representative Clarence Brown ^hio is 
asking Admiral Hillenkoettsr for an explanation — together with 
criticism of our intelligence setup, say lead to Congressional deaand for 
an investigation, which it will be difficult to resist unless the Survey 
Group can show substantial progress in a relatively short time* 

CIA has three broad functions and, in my opinion, our iaaediate 
objective should be a quick appraisal ofthesoundness ofthess functio , 
the way in which they are being performed and of theprincipal personnei 
responsible for them. In the first place, there is 
for coordinating all intelligence activities concerning the national 
security. This is an administrative and planning function fhich is sup- 
posed to be carried on through the Intelligence Advisory Committee, with 
ICAPS as the responsible staff within CIA. In fact, CIA has been very 
inactive along these lines, the IAS is a field for departmental skirmishes 
rather than a forum for coordination, and ICAPS ia looked upon with scorn 
both within CIA and outside. In the second place, CIA is supposed to 
correlate end evaluate intelligence relating to the national security. 

The purposeless way in which this task has been attempted by CIA through 
are caused considerable antagonism outside CIA as well as dissatis- 
faction and demoralisation within ORE. Finally, CIA ia charged with 
performing certain common services of an intelligence character. It it 
under this mandate that 00 and 030 operate, and it is probably fair to say 
that although there ia a good deal of criticism of the efficiency of their 
operations, there is not the antagonism and controversy regarding them 
that there is for other parts of CIA, particularly QBE. 


In summary, it is ay present impression that CIA has not performed 
well or not performed at ail its two functions of coordinating govern- 
msntal intelligence activities and of correlating the t valuation of in- 
telligence. CIA*s mission and actual operations within both these fields 
era uncertain, undefined and subject to much co ntroversy end bitterness* 
On the other hand, CIA’s "common services", 0S0 and 00, seem reasonably 
well established, and unless we wish to raise the question whether these 
collection functions should properly remain combined with the coordina- 
tion functions, th® investigation of these common collection services le 
more a question of testing end promoting their effectiveness than of 
beginning afresh to define their position in the government intelligence 
setup, which is substantially what haa to be done with the two functions 
of coordination outlined above. 

In addition and as part of this, there is the problem of appraising 
the quality of CIA’s principal personnel and th* effectiveness of its 
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management and staff procedure*. On some of th«*e point* there seem* to 
be unanimity of critical opinion, both within CIA and among the agenda* 
which deal wife CIA. The criticisms that CIA is organised a* a top hoary 
bureaucracy and is hampered by a predominance of military personnel in 
key petitions meet one at every turn. I think that very little investiga- 
tion is needed to test the validity of these accusation*. It may be that 
no substantial progresa can be made on needed reforms unless there are 
changes here* 

In light of the above statement, which I could expand and fill in at 
great length, 1 wish to renew my recommendation that we aim at completing 
within a reasonably snort period (for example May l$th or June 1st) a 
preliminary report on certain key problems on which the success of the 
entire survey depends . These would include the following* 

General competence of CIA’s top staff. 

Efficiency of CIA'* administrative and staff procedures* 

Balance between military and civilian personnel in key position** 

CIA’s function to coordinate governmental intelligent activities 
relating to national security* 

CIA's mission to correlate evaluation of intelligence* 

The appropriateness and adequacy of the ■common services* per- • 
formed by CIA* 

In each case we should try to analyse the problem, develop our views 
and establish recommendations which will enable me to proceed with a more 
detailed Investigation with confidence that there is a readiness to 
remedy the basic difficulties on whieh th* details depend. 

In furtherance of this recommendation, I suggest that we complete, 
if only in a provisional manner th* two special problem# with which Mr. 

Dulles and Mr, Correa are concerned. We should then expand our coverage 
within CIA, along the lines already agreed upon, using | | 25X1 

to help out in regard to CCD, ORE and 00. *e should also extend our con- 
tacts outside CIA so as to get the departmental views mere fully than we now have. 
My own efforts will be devoted to coordinating this work, and covering CSC 
(once full clearance has been obtained), as well as the CIA managerial setup. 
After this has been completed, we will be able with greater assurance to go 
into more detailed problems of CIA end begin our inquiry into the departmental 
intelligence services* 

After the above statement end recommendations have been discussed and 
revised by th# Survey Croup snd a program approved for the first stags, I 
will prepare a more detailed statement of the problems and a working plan* 
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